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ABSTRACT

This thesis suggests criteria nsc2ssary for the assess-
ment of personnel readiness ip the Was*t German Army.They
should make the effort to achieve personnel readiness mcre
efficient and the evaluation process more
objective.

The proposed physical criteria are “he degree of devia-
tion froa the authorized strength, the degree to which the
military occupational specialities are achieved and the
availability of leaders aad rank and file for essential
trainirg. Proposed psychological criteria include Landling
of disciplinary power by the company commander and +ke sub-
jects of complaints, enlistment and r2:znlistments. Consigd-
eration was also given to the subjects of personnel
turnover, civic educa+ion and leadership and social factors.

Where raquired, the historic and lagal mo*ivation for
the criteria is elaborated and suggestions are made for det-
ermining the actual con*ent and weight of the criteria
according to their influence on readiness for differer+ unis

types.
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! 'I. IETEODUCTIZN

§% When West Germany joined the Nor*h Atlantic Treaty Orga-
ES : nisation (NATO) in 1955 it was obliged “o provide Armed

;- Porces in a total strength of 500,000 men. Of those *he

:? Army in the Field had to comprise *twzlve constantly ready

divisions. Because of th2 nature >f this service arnd i*s

%i requirements (i.e. less t2chnical thar Navy and Air Force
;i and containing a much larger amoun* >f jobs which reqire

- only short training) about fourty percent of ths manpower of
.;f the Army had to be draftess [Ref. 1: p. 218].

A. TRAINING CONCEPT

| 1. Devslopment

Eé In 1973 when the iraf: was r2duced from eigh%teen to
" fifteen mon*hs, a new concep* of *raining had t> be intrec-
'% duced. This required a shi €« of the greatest amount of

'i training on%o the regular anits in o5-der %o maintain a3 suf-
2\ ficlent number of reqgular units at an acceptabls level cf
AN

33 readiness. With *he 0ld training concept “he number of
fi +raining uni+s would have had to b2 increased a:- a cost =9

regular uni+s resulting in €fower imma2diately deployable

uni+s,
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The new concept readuced the basic +raining +*o three
mon+ths. It is organized into a general part commorn to all
services and a specializ2l part which provides basic skills
of the military occupational speciality (MOS) of the con-
script. The specialized training which is spread over the
remaining twelve months of service tims is performed ir =he
regular units. It is compo>sed of individual and team train-
ing which progresses from squad leval to battalion level
(R2f. 2].

In 1978 after some expariencs with the new systenm
improved guidelines were issued to 2liminate frictions and
optimize training. Objectives wer2 (1) to harmonizs *the
instructions for basic and specializ2d trainirgq, (2) <o der-
ive the training objectives for the unit from i*s mission
and the determining elements of the individual conscript's
occupational task, (3) to organize the training with respec:
to these learning objectives, (4) to resorganize +he trairing
material with respect to training programs, subprograms and
training topics, (5) +o dztermine a me2an time for the
ingstructions, (6) to provide all uni*s with new, easier +*o
use +raining materials and (7) <o davelop uniform guidelines
for the checks to determine if the %training objactives were

reached [Ref. 3: p. 199].

............
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2. General Training Schedule

As the cornerstona of the spscial +*raining material
the Instruction for the Troop Training Numbter 2 (ITr2) was
issued (Ref. 4]. These ITT2s exist in abou* eighty diffe-
rent outfits according to the diffarzn* company types in the
Army. The selection and organisation of *+he training
objectives in the various ITT2s is derived from the employ-
ment principles of the spacific branch of the Army and
should enable the respective company to participa*e success-
fully in the combined arms combat. To lead to this objec-
tive it provides (1) *hs topics to continue the indivignal
training >f the conscripts such that they are independan:zly
able to master their tasks and defend *+hemselves and (2)
provides the employmen+ and operatiny principles for squads,
platoons and the company translated into %*rainring *opics
(Ref. 5: p.111].

3. BRegular Unit Iraining

The specialized training in “he regular units starcts
with a *wo week introductory training for the nswly assigned
draftees *o make them familiar with the regqular company,
thaeir home for the rest of *heir sarvice %ime. It is

further intended ¢to be ths beginning of the intsgration of

10
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+he conscripts into their squad. This period is fcllowed by
individual *raining and by trairing on squad, platocr anrd
company level.

The training scheduls comprises a *otal of 1980
hours for the four specialized *raining quarters (220 days
with nine hours per day). The ma*zrial is comprised cf sev-
enteen percent general training , fourty-five parcert spe-
cial training, *twenty-thrse percent o+her +raining, arnd
fifteen percent time for 3isposition of the commandsr.

The training topics are also organized wi+th raspect
to four cat=zgories., (1) The in*roducz*ory *raining cor<+ains
about eighty hours of training presented parallsl to *he
regular schedule. (2) The issigned training, which corntairns
1190 hours comprises most 2f the MOS specific training +o be
per formed orly ir the specific quartar <zo which it is
assigned. (3) Not assignzd training consists of 500 hours
with general duties and guard duty, >rganizing and disposi-
tion time. (#) Additional training is to be pecformed on
orlers when local conditions are appropriate such as =2ngi-
nea2r training, air defenss shooting, and win%er combat

training {Ref. 6: p.121].

11
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B. PERFORMANCE EVALUATION
1. Instructions
The other important ITI, *he Instruc*ion for the
Troops Traininpg Number 6 (ITT6) which provided the reascrn
for this thesis, was issu2d in 1981 and has +he subtitle Th=2
" Company Inspection in the Army [{Ref. 7]. It rejuires an
inspection of each company a*t least avery fiftesn months by
its battalion commander t> evaluate the training and
readidess of the unit.
’ 2; Iospection Reguirsaments

The inspection consists of three par*s.

Part one covers th2 inspection to be held in the
barracks. It contains a knowledge tzst, instruction in
civic education and leadership, traiaing and drill on
general eguipment and wveaposns, maintsnance, sports 2tc.

Part %wo, the insp=2c=ion of th2 unitts combat task
per formance, is the most importaant part of “he comparny
inspection and the result canno* be compensated for by
per formances in the o*her par+s.

Part three is the svaluation of the physical and
professional achievements and results of cther inspec+icas

since the last company inspection "R2f. 8: pp.11-13].

12
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Design and evaluation of th2 inspection is zhe sole
responsibility of the respective bat:alion comaander. He
has to combine in his final evaluation of a company's readi-
nass the resul:t of the company inspection with his findings
of his supervision of the company over the past fifteen
months [Ref. 9: pp.14-151].

The assessment has to be stated in on=2 of +he four
categories:

FOLLY READY: The pa2rformancz me=2%ts the requirements
vithout exception.

READY: Performance meets +h2 raquireaments.

MARGINALLY READY: The performance shows deficiencies
but in general still meets the requirements.

NOT READY: The performance d>es no* meet ths
requirements in genaral or with respact to important parts

{Ref. 10: p. 151].

C. CRITIQUE

These very general guidelines for the evaluation and
assessmert of unit performance and r2adiness have saveral
weaknesses., They are with respect t> the reliabili+y ard
meaningfulness of the pec-sonnel reporting sys+t2m similar *o

the cri+ique of the (S Aray Training and Evaluation Progran

13
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(ARTEP) by Medlin (Ref. 11], Goslub [Ref. 12], Madison arnd
others [Ref. 13].

The guidelines provida n2ither complete standardized
performance variables or behavioral >bjactives nor effective
or efficient measurement procedures which reflact readirn=ss
criteria derived from historic data, research or statisti-
cally evaluated exper+ opinions. 1Instead they rely or the
subjective unaided opinion of the individual battalion com-
mander, his choice of the readiness criteria and their
éi evaluation and weighting in *he final assessment.

The complexity of modarn mili*ary uni%+s and the fac*

that there exist vast amounts of manuals and regulations
Tegarding every aspect of military func*ioning, especially
training, compounds the problem of parforming mesaningful
assessment of performance. The traiaing of an infan*ry bat-
talion, for example, is ragulated by about three-hundred
manuals, fifty of which mast be known in detail to th=
commander [Ref. 14: p. 87].

The ITT6 does not contain a part which deals 2xclusivaly
with personnel criteria and subsequently does no% provide
guidelines for the evaluation of 2xisting da“a and -epor*s

and procedures *o acquire additional da+a. 1I*% further does

14
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not provide procedures for measuring objectively and effi-
ciently individual and urit performances, i.e., how to
design and se* up this important part of the inspection and
how, when, and on what leval to gathar data. There also
exists little direction to> provide effective feedback for
the uni+'s training.

Purther does the ITT6 neither make proposals for ade-
quate changes in individual and unit +raining programs, ror
suggest actions to improvs personnel deficiencias as the
result of an inspection while stayiny within the frame of
+ha 1980 annual training hours. This is even more impor+tan*
as the actual average tim2 a unit is on duty is about 2800
hours per year as a result of field a2xercises and other
additional requirements [Ref. 15: p. 255]7.

FPinally ITT6's most impor+ant deficiency is that it does
not provide reference points or benchmarks for the ba%talion
commander to gquide him in the determination of the readiress
category *o which a unit belongs.

Because human judgement represents the decisive factor

ir the evaluation process i+ has *5 be aided and provided

with efficient measurement procedurss and =xplicit criterion

to be able to arrive at rasults which can be coapared *o *h=

15
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per formance standards, ths performancs at a different +time
arnd/or under other conditions of *he same uni* and with +he

performence of other units.

D. SCOPE OF EFFORT .

In this thesis it is intended to propose criteria for
+he evaluation of personrel readinsss during a comparny
inspection which could aid *he battalion and company coamman-
der and lead *o a more standardized, objective and efficient
inspection and assessment 5% éhe readiness of a unit, It
may fur~her provide basic information for a new companry com-
mander about the essential responsibilities he has with
respect to personnel.

The approach is to sryanize the c2adiness factors for a
compary into sets of four functions. (1) personnel readi-
ness, (2) training, (3) mission performance during a £field
exercise and (4) material readiness.

Criteria and proceduras *o evaluat2 mission performance
and material readiness ar2 availabel on NATO lavel in pro-
grams such as the Tactical Evaluatisa (TACEVAL) for *he Air
Force, “he Plag Officer S2a Training (POST) for the Navy and

th2 recently developed Opsrational R2adiness Training

16
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Program (ORTP) for land forces [Ref. 16])]. Because of
national differerces and other problams, personnel readiness
is only evaluated in these inspections with respect %o
personnel present for deployment.

Por personnel readiness criteria have o be found which
are comprehensive and simple enough “o be handlad with
reascnable effor* and with paper and pencil.

A further step has o be the dafini+ion of guidelines to
aid the commander in the Jetermination of performance s+tan-
dards for the time of the inspection during a specific
quarter.

The final step consists of suggestions for measurement

and evaluation.

17
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IT. PRERSONNEL READINESS
In order to evaluata personnel r2adiness, criteria which
are applicable to all coapanies must be develop2d. 1I+s %*wo
elements, physical and psychological factors, are of
fundamsental importance.
Although one can argu2 that training is a logical <hird

factor of personn2l readinass, in th2 current effort train-

ing is separated from the other two fac+tors and should be

evaluated as a separate function,

A. PHYSICAL PFACTORS
1, Geperal Remarks
The physical readiness manif3sted in numbers of sol-

diers, plays an imper*ant role in political discussions

within NATO. The number >f ready troops providad for the
joined defense ace criticilly wa+ch21 because of their
importanrce for a credible deterrancs against *hs Warsaw
Pact. The nature of the threat, 400,000 Scviz* “roops
alone, organized in *wen*y~five divisions of “h: highest
readiness category are stationed within an area of 150

kilome*ers depth east of the boarder 5% YATO's caen4ral

18




rezion and the NATO doctrine of Forward Defense which means
to engage the attacker at the border with own ground troops.
Tha doctrine was developed as a result of the fact that
within 150 kilometers west of the border live approximately
twenty million people and twenty-fiva percent of the German
industrial capacity [(Ref. 17: p. 124].

This high readiness is even 10re important since the
majority of the NATO forca2s ir the c=ntral regisr have *o
move on the average mors than 200 kilometers %5 reach %heir
deploymen*t positions deterained in th2 general defense plan
(6DP) [Ref. 18: p. 18] In order to utilize “hs assumed
sixty hour warning period before an attack [Ref. 19: p. 24]
“0 bring the units to full war strenjth by reservists and to

reach the GNP positions, the units have to be kspt a%t an

high level of readiness with raspect %o present personnel
and training status.

In order to keep the regular units in an acceptable
¢training status, compensate instantly for personnel losses
and thus guarantee permansnt readinsss, one fifth of *he
personnel of an Army uni:f has to be replaced at +“he begin-
ning of each quarter. This has the zffact tha% abou* *“wenty

arcent of a unit's personnel is in its first, secord, *hird
p

19
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or fourth training quarter. The othar twenty parcent are
enlisted personnel. As the drafte2 is not consider=d4 to be
completely trained before passing +through all four quarters,
a compary's readiness can therefore never reach the maximunm
level.

But the total number of enlisted men or field units
alone is not sufficient t5 derive a dseterrance value. In
order “o get meaningfull readinass figures, *he number of
personnel present or company level has +o be evaluated.

2. Operating gStrength
a. Reporting Sys+em
The actual procedure in the German Army for
reporting personnel figur2s concerning authorized strength,
actual s%rength and presence for *raining with respect *o
officers, NCOs and rank and file is the repor=t to *he
battalion staff =2very morning.

b Table of Organization 2031 Establishmert (TOE)

Strength

(1) ¥ar IOE. The basis for the number and
grades of personnel available in a company is the TOE which
is derived from the war mission of th2 uri< and authocized

by parliament. There are two differ2n* TOBs in the A-my, a

20

PO PP YU P Y



U 8 * TACACARREARKERE 04 ESREEEUIS

I 05+ athi NN

........................

DA
s

var TOE and a peace TOE. Tha TOE for the war situation is
intended “o be brought %o full strenyth with reservists and
equipment after NATO has daclared a yaneral alert and wkich
comprises then about one million men, which includes <+he
peace strength.

(2) Peace TQE. The peac2 TOE iIs bound to +he
360,000 men limit and therefore results in various degrees
of cadreing depending on *he requir=2i availability of forces
for deterrance. Besides “he cadreing, *he proportion of
dra ftees compared to enlisted is of iamportanca. 1In a regu-
lar Army unit such as a co>amunication company, it is abou+
eighty to twenty percent.

.For the Army in the Pieli, assigned to NATO, “he
brigades as the smallest formation capable to conduct *the
combined arms combat have the highast personnel readiness
with an average of eighty seven perca2n* war *im2 TOE person-
nel while the respective numbers for +he divisional troops
and the corps troops ars fif+y-one and fourty-six percer<.

In the Tecri¢torial Army, which remains urnder
national command after geaeral aler: and has ths mission %o
secure the area behind ths corps, thars exist oaly stored

equipment during peace time with “h2 excep+ion >f som2
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engineer, military police, and signal units and the twelve
home defense brigades which may reach a TOE s“rangth of up
tq seventy percent.
¢. Authorized Strength

But because of additional peace tim2 functions
for the Armed Forces such as training ard administra+ion
which are not all cover2d in the TOE and genreral budget res-
trictions, personnel have to be deducted from the regunlar
units' peace TOE. This shortage of personnel rs=sults not
only in the cancellation 2f billets but also in +their deval-~
uation. Officer billets are desgraisi o NCO bille*s and
draftees fill the billets o5f NCOs.

d. Reductior Causes

(1) Training Programms. A further reductior of
a unitt*s available personna2l is caus2d by ar evar increasiag
demand for military and civilian training courses and the
very limited personn2l rsserve of only 12 000 billets [Ref.
20: p. 13].These billets are primarily occupied by those
nfficers and NCOs who at:t2nd long training programs like th2
four year officer cadet training at Armed Forces Universi-
+ias or civilian education during th2 last eighteen months

of their *our for those NCOs who enlisted for twalve or
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fifteen y2ars. All personnel who at*end traizing courses of

less than two years dura*ion have %o remain on their TOE

position in their unit and thus ar2 not only not available

for training and deployment but also block a hille* for

!l another soldier who cannot be enlist2d or promoted.
52 All *hese conditions redace the actual strang+h
ﬁi present in a company to an average of =2ighty percent of the

peace TOE [(Ref, 21: p. 16]. This nuaber often is even

smaller with respect to the leadership of a unit who are the

primary participants in the longer education programs.

Some of these deficienciss have been compensated
for by *he deployment of civilian workers in certain areas
such as administration 2ni1 maintenance and a gereral 5.4
percent surplus of draftees [Raf. 22: p. 220]).But tkis sur-
plus does not make up for the insufficient qualification of

the draftees with respect to the high2r valued billet <hey

evantually cccupy.

LA 3 AR oy s b e e aaa
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(2) Qualificatiop. Th2 jualification of <he
draftees for their MOS with respect “5 physical and psycho-
logical criteria and skills also crea*tes probleas. In

¥ 1978/79 the demand for Araftees for the Sigral Corps with
Eﬁ tha required traits could only be eigh-y-six percent
H
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satisfied (Ref. 23 : p. 116 ). This arumber of optimally gqua-
lified personnel for *raining and amployment can further be
reduced where these draftses are n=z24ed in sensitive areas
such as comaunication centers, where a cleararnca is raquirad
before +hey can be trained on cryptos 2quipment >r hardle
classified messages. The security check is performed by th=
military counter intelligsnce and rszjuires about tws mon+ths.
Because of the costs i% cannot be initiated before the draf-
+e2s have been assigned to their future occupa*ion. The
number c¢cf those who are screened out can be significan+.
Reasons, besides personal debts, are primarily frequent
visits to East Germany or close ralatives who live thers,.

(3} Izansfers. Ot*her reasons for shortfalls in
draftees strength are personnel transfers whithout replace-
men+. Such transfers are mainly motivated by pa2rsonal cic-
cuastances. The overwhelaing number of applications for
transfers is motivated by the dasir2 to ge* closer to hcme
or get back into the educat ion process.For example a draf-
tee's service time can be reduced wh2n he proves that he has
signed up for a civilian training program which can only be
joined once a year. If this date falls withia the last
quarter of his tour, he may be allowzd to leave “he s=rvicas

early.
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3 (4) Status Chapges. Redactions in the strang+h
3

ﬁi of rank and file of a unit are also caused by those con-

X scripts who sign in and enter into th=2 officer or NCO cade:

N training. Additional reasons are changes from 2nlistmernt to

draft or applications to be exempted from serving in *he
military.

Because many of these causes for reiucing the

respective operating streng+th of a unit are out of *hs reach

and responsibili+y of a company coamamander +they canno* be

vt~ d [l AVORT

ii blamed on the uni* in the readiness 2valua*ion. However,
for example, the shortage of personnsl, especially in *he
leadership presence, will influencs 219“ivation, effective-
B ness of ¢raining and maint=nrance and can limi+ a unit's

ability +to perform assign2d missions successfully.

3. M0s-filled Positions
a. Reporting Procedurs
(1) German Army. The prssently valid personnel
reporting system in the Ga2rman Army concerning the MOS posi-
tions requires a report of each uni+t as of “he £ifth of +he
first month of a new quarter., The most important criteria
for the personnel which occupies thesa positicens ars rcark,

reyuired and acquired MOSs, s%atus ard a statemant about “~h=
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actual occupation of the inhabitant 5f each positior. Devi-
ating occupations can be platoon lsader, an administrative
job in the battalion staff, detatchmsnts to a basic training
company or service school for a training course.

(2) US Army. The US Army MOS readiness condi-
tiorn (REDCON) rating systam consists of four catsgories C-1
to C-4.Each category reprssen*s an iaterval between the mar-
gins of eighty-six percent of full TJ)E strength for ca‘tegory
C-1 and sixty-eight percent for cata2yory C-4.This percen-
tages of the TOE strength is personanz2l, who are qualified %o
perform the duties of the position t> which *hey ars
assigned.

The deficienciess of pres=nt valid system are the

possibilities to match up 21nlis“ed psrsornnel two pay grades

higher <than their cank and to considar ar individual in orn-

the-job training (0JT) capable of parforming well on “he MOS
position [ Ref. 24 p. 17].

be Enlisted

Because the psrsonnel managamen*t for officers

g
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and NCOs is centralized, aissmatches of rark or MOS are no:
accepted. A corporal may have to wait for a bille+ to

become vacant i1f he does 22% want to be transfered af+er
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acgyuiring all requirements for sergsant. But it is, on *he
other hand, possible to ke2ep sergeants whi*h adequate rank
in a position for which th2y do not have the adaquate MOS
vhan their retraining is au*horized. This of+en happens in
th2 case of TOE changes to keep good personnel and reduce
the number of transfers.

Despite centralized persi>nnel managament within
the services, there still remain th2 important functions of
personnel selection, scheduling of ¢rainirg and reenlistmen+
for the irdividual ccmpany commandar.

C. Draftees

Por draftees and short tzrm enlisted the si<ua-
tion with respect to the %3S s quite differenpt. Here the
companies are primarily c=sponsibls for personn=l
management.

All draftees acquire the necessary firs: M0OS for
their occupation in the regular unit a+ +the end of *h2 %hres
months basic training program. They may also acquire <+he
aili+ary drivers license as a2 second MOS. Although *heir
skills ard knowledge are vary limitad after “his shor«
training *here is no furthar MOS test scheduled durirg *he

twalve months of their spacialized training in the regulac

27




Besides this and *he lack of OJT in units which
ara not performing a peacz *inme mission close to ths wvar
missicn, the US Army REDCON rating system carnot be direc+ly
applied to *he Garman Army.

d. Parallel Training

However there are M0Ss for secondary or ver
specialized functions which have to be acquired in «he regu-
lar units. These are in cryptology, adminis*ration and
maintenance.But the majority of MOS awarding is for those
draftees who have to be rzassigned a M0S becausz of short-
falls in personnel critical %o a unit's readinass. I%* is
also often practiced for =2xample in units with a large num-
ber of the same MOSs such as teletype operator, to pick
replacements for the few administrative jobs whick have
similar prerequisites froa thoss tal2type cpera*tors.

There are also several ajditioral functions ir a

companry which have to bs %taken cars 5f by *the existing per-

sonnel wihout being defined in *he TIE or having an MOS.
But *these additional functions are zss2n+%ial in ordsr %o
conduct an effective training progran and will secure the
survivability of a unit unier .comba* condi+“ions. Examples

ara the squad per platoon for operating ard mainzaining the
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nuclear, biclogical and chemical (NBZ) defense =2quipment,
squads for fire fighting 2nd salvags and rescue opera*ions,
first aid personnel or instructors f£>r marksmanship, <%ank
and aircraf: defemnse [Ref. 25: p. 30].

4.

I

vailabliity for Iraiping
The decision of th2 Army *to transfer *h2 specialized
training for the draftess into the rzgular units and spread

n

1

i+ over the entire twelve months of thsir service *im=
orler tc reach a maximum number of available nnits,
increased the problem of soldiars ndt being available for
trainina because th2y war2 occupied with other dutizs.

As *he overall requirements fosr regular uni*s were
not reduced but on the contrary a variety cf peace tiame
demands were added, this permanent problem of *oo few soldi-
ers attanding reqular training was built into the system.

It is often a favouri*e inspection topic during unannouncei
ingpections by higher commanders.

a. Addi+tional MOS

The varie+ty of additional func+-ions demanded by
manuals and orders which are in addition to the twenty-five
percent secondary functions of all TJE pos*s [R=f. 26].

Exaamples for occupations which requires addi«ional <+«raining
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+ime are NBC defense, first aid, salvage ard rascue, fire
fighting, operating special equipmert and administrative
functions in a coamunication center. Most of this “rainirg
has to be conducted parallal to the -2gular training
required for the primary 40S function.
b Administration

The administrative jobs, at least those within a
battalion, are rarely adequately manazd to enable the per-
formance o2f regular work, not to merntion those times when
the occupan: is attending a training course or sn leave.
These shortages require aiditional attachments o2f persornel
from other MOSs to ensure continuous opera*ion.

C. Inspections

The great number of inspsctions (about +~hirty
per year) for a regular army unit [R2£f. 27: p. 129] requires
careful preparation. But the preparition “ime provided by
+ha annual training schedule is not nearly sufficiert. This
problem is intensifizd by the fact that especially -he exte-
ri>r inspections from division or corps level have shifted
from functional checks %o more general checks. They include
for example the finish of vehicles [Ref, 28] which increases

the required preparation time dramatically.
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d. Bxtra Duties

A further area of functions which detract per-
sonnel froam training are gyuard duty, transfer of ma:zerial,
adainistrative matters, datachments to officer and NCO
aesses or attendance at sports or othsr competition teams
during preparations or a competition which reprassent +hs
unit or the battalion.

e. Medical Problzas

This category comprises reasons which limit the
deployability of soldiers. The exeamptions which have a
major impact on readiness and occur aost frequeantly are
those which are concerning outdoor training, sports, »arch-
ing, carrying a helmet or weapon etc. Absence froa training
and exercises is also caused by thos2 soldiers who go %o se=
a doctor or are transferr2l to central hospitals or civilian
spacialis+s for treataen+.

f. Additional Leave

A final categ>ry is that crea%*ed by soldiers on
additcional leave for extra dQuties or sSu+«standing perfor-
mance. This problem is cr2ated by “he significantly higher
veekly service time of fifty-six hours for nearly <eighty

percent of all Army units [ Ref. 29: p. 21] and the fact tha+
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the pay for soldiers is “h2 same as for all othar civil
servants who work forty hours a weak.

Because the financial rssources ars very scarce,
only abcut thirtyfive dollars per moath ars presently paiad
for enlisted and about twanty for iraftees. A common way %o
make up for this extra tim2 is to allow extra l=zave. But
these extra days off car only be takan during ragular train-
iny, because thare are many events which requirsz maxipum
personnel presence such as field e2xsrcises, inspections, *he
general holiday pericd whare a fifty percen* presence is
mandatory and for phases of training considered vital.

The problem has recently be2n intensifisd by an
orier of the Inspector Genaral of th2 Army to raduce the
avarage weekly duty time by four hours in ordsr to save com-
pensatory pay. This constitutes a great challenge for all
coamanders because nei*her the missisn requirem2nts no:r

training requirements were reduced.

B. PSYCHOLOGICAL FACTORS

1. Genperal Bemarks
The avaluation of psychological factors detsrmining
personnel readiness is the most difficult and controvarsial

part of the evaluation of a military unit. Because the

32

P R VOB S PSP U i YR te (o U W U Wy Uy Pou gy WU T S W 1P VRN S P




SOROIAINE

3

difficulties in assessing *hem objectively under the cordi-
+ions of an inspection ars so complax, even for trained per-
sonnel, they are of*ten ommitted or only very superficially
adressed.

] a. Historic Background

The public discussion in Germany about the mili-
tary over the las“% twenty years was 3dominated by topics and
probleas of primarily psychological srigin. Th2 role of *he
Armed Porces and their integratiorn into the democraczic
society has been the recipient of much discussion and criti-
gqu2. Phrases like 'citizsn in uniform' ard ‘civic education
and leadership' and the traits ¢«hey represen* ware widely
discussed but never found 2ntrance into any performance
evaluation for personnel.

The intensity and controvarsy of those discus-
sisns was caused and based on the role +he military played
in German History in this century. It basicly caused the
involvement into two world wars which <nded with disas<erous
defeats, the death of over five million soldiers and civili-
ans, e€leven million refug29es and th: ceduc+ion of the free
part cf the nation to nsarly one <hicd of its 1914 =2x<en-
sisn. The military was further despised for its involvemen+

in the atrocities organizad and comit:ed by the Nazis.
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All these ressan<ments hail %o be ovsrcoms wi*h
the reirstallation of A-m2d Porces in 1956.In addition th=
wide spread unwvwillingness to serve as draftees, “he separa-
tion from friends and families, disruption of the education
and a drastic reduction in income were argquments against *he
services.

b. Theoretical Model

These historic and actual realities stood in
sharp contrast to tha mod2l designa2d to establish eff2ctive
Armed Forces which were capable of dafending th2 coun=ry
based or a democra+ic constitution. This concept raquired,
in order to function proparly, draftaes which were convinced
citizens and accepted the draft as a necessary contribution
to their country. |

In reality drafizes were at best indiffsren+
towards their duties and ware widely ignorant of the basic
rules of their society and their frezdom becaus2 of the fai-
lure of the public school system to teach these prirciples
and nourish an appreciation for their society and i+s
suppor+ing ideals.

By realizing this fact tha Armed Forces received

an additional mission of providing basic information about
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the principles and laws 2f *h2 Geram:n Constitution and pro-
viding drafrees with the jeneral defsnse motivation which
means to be willing to fight for *h=ir country.The Armed
Forces vwere hardly preparad for this additioral responsibil-
ity.Reasons for the limit2d success in handling this problem
were the scarce time reserved for th2 instructiosns, an envi-
ronment which must be considered inappropriate for learning
about rights and freedom and the gen2rally incoaplete
education of officers and NCOs for this demanding task.

Nevertheless progress hal *o be mad2 in this
essential area of motivation. Without it, all 2fforts in
training and drill to handle the miiitaty hardware, to
create confidenc2 in *his a2quipment and in the validi*y of
ths military doctrine and l eadership would not make much
sense.There would not be the willingness on the par:t of
draftees to apply them in a conflict without proper
psychological preparation.

C. Special Considerations

Psychological fac*ors arz widely considersd *o
be “he decisive clements when analysing or comparing forces
with respect to their combat valu=2.I* is always =mphasized
that the willingness to fight is a* lz2ast as Impor+an*t as

the capability to fight.
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Napoleon was convinced that the weight of morals
comparad to the strength of forces are three to one (Ref.
30). Analysts, for exampl2, assess thz morale >f NATO
forces higher than that of the Red Army which seems to be
dowvngraded by the class system, ethical differences, cut off
of relaticns with the civilian population etc. "Ref. 31].
However, there are on the other hand no studies available
which aralyse the effects of drug abuse, the peace movement
or the nuclear freeze discussion on ths mo*tivation and
morale cf NATO sonldiers.

To motivate soldiers is a1 complex and demanding
process especially vhen they are draf:ees. It can be sta*ed
that to motiva*e services in the military in deaocratic
societies based on the rights and frzedoms of the individual
is much harder to accomplish than it is in an authoritarian
systea which bases motivatiorn by hatred against an snemy.

Motivation is a2ven more important during war
whan stress of inexperience, intensity of action and %he
death of close friends rejuire individual adjustment.

Further, it ss2ms plausiblz that :hzre is 2
significant difference between *he situation duriag an

announced inspection in pa2ace time whara problems are seen
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as challeng=2s which are ovar after a known amount of :time

L 4P g

and the uncertainties of 2 war situation [Ref. 32: p. 457].

A final aspec* in assessing psychological fac-

«

P R gt
TR A
.

IR

+tors is that the overall resadiness can be far lower +han <hs

L
’

individual parameters indicate because of the 2ffen: of *+he
mix.This mearns that the individual components 4o not simply
,add up [Ref 33: p. 10] or in other words the *otal is

smaller than the sum of the parts.

2. Disciplinary Power
ti a. Range
The official function 9f a compary commandar is

tha lowest level to which disciplinary povwer is assigned by

Armed Forces law. It is the one ar23a wi*h the greatest

influence and gives *he inhabitan:t his unique, independent

s and *'royal' position. This position raquires in return a

graat sense of responsibility to apply “his powar and <c

2 achieve the military and 23ucational goals determined by law
and by the manuals.

Primary objectives ars 23iucation t5 faithful
service, gallantry, obedience, disciplire and f2llcwship.
Some of these, as the principle of orisr and oba2dience, are

characteristic of the military and have %o be maintained
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faithfully ir order to ensure the effective functioning of
the military systea.
b. Disciplinary Means

(1) Formal Recognitions. For outstanding pefor-
mance or examples of dedicated service the company commander
is provided with disciplinary means which autosrize him %o
avard a certificate and sxtra leave ap +to five jays. The
formal recognition has also *o be araounced in an order %o
the uni<+.

Generally it can be sta*2d tha+* positive reen-
forcement will improve motivation. #®hen the handling of the
disciplinary power is concz2ived as th2 result 2f sensitive
supervision by the company commander, it will improve morale
and inc-ease readiness [R2f. 34: p. 457]. At the momen* %he
propor*ion is significan*ly unbalanc2d “o the disadventage
of akrowledgements.In 1978 there wer2 64 038 offences
reported compared to 22 695 aknowledjyements [Ref. 35: p.

199 1.

(2) Disciplipacy Measur2s. The disciplirary law

provides five ca*egories of disciplinary measur2ss *o achievs

“he goals of erforcing orlars, ensurs disciplins and to
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educate men.They range f£:om rebukass osver curfesws, firnss (up
to one mon*th pay) to cenfinement up *o seven days. When his
powers are insufficient or when it is required by lzw, *he
company commander has to raport thoss cases *¢c his ba++alion
commander or to military or civilian prosacuters.
3. Complaints
a. Importance

Apnother aspect of the disciplinary power is *h

1))

function the company commander has with respect to comp-
laints. This subject is of tremendous importance for the
defense motivation of the soldisrs.Bscause of the reduced
personal rights and the subordinatioa uander the principle of
order and obedience, th2 procedure of =xperiencing legality
and-just, unbiased trsatmeant becom2s vital.Part of =<he HJus-
+ice and fairness of the system soldi=rs are coaittzd tc
defend is +“he opportunity and procedur= by which th2y car
restor2 violated rights or receive thair enti-lamen+s.

The comparny coamandsr is obliged by law to
decide about wrizten complaints of his subordina‘tes within
cer+*ain *ime limits and state his findiags, what pa-ts cf i«
he accep“s and what his m2asures wser: to reestablish +he

rights ¢f the complaining soldier.
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b. Categories

(1) Service cComplaints. The first category con-
prises all those complaints which have as subject events and
facts of the daily service.The main toéics ar2 the behavior
of leaders, given orders, aducational measures and guard and
presence duties.Presence duties comprise personael for
essential functions who ar2 available during *+he off-duty
time to ensure security and immediat: reaction in cas2 of an
alarm.

(2) Disciplinary Camplaiats. If a soldier com-
plains abcut a disciplinary measurz >f his company coamman-
der, the battalion comma2nler has to lecide on the msri*s of
+hs complaint. 1In the case of a complaint against ccnfine-
mer*, i* has to be decidsi by a military judge whko in %he
first place had to give his permissisn to execute the
confinement.

(3) Admiristrative Complainis. A thizd category
of complaints are *hosa w#hich are direct=2d4 against measures
of the Armed Porces Administration sich as disputes abou+*
pay or benefits. They hava *o be repsrted by the company

coamander to the Armed Porces Administration for decision.
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- 4. Evaluation

! a. Objectives

fi ' The evaluation of his subordinate officers and
=

.Y NC)s is ore of the most important responsibilities of a com-

pany commander ard also part of his position as disciplinary
leader. The objectives in applying this responsibilizy of
evaluation are %o provide means *o s2lect ard advance quali-
fied perscnnel and <o help them in th2 process >f self-edu-
cation. Because of the great iaportance for thz carea2r of
+he respective soldiers and on their morale and readiness,
the evaluations have to be drafted vary carefully to
maintain a clima*e of cooperation ir the unit.

An evaluation has to be 1elivered avery “wo
years arnd consis*irg of about twenty individual criteria ars
summed up in a letter grale which categorizes *he gen=aral
ability and fur+ther advanca2ment chances of +the a2valuated
individual, ard a number grade to apgraise *he perforaance
of the pr2sent occupant of *he billet.

b. Areas of Impact

(1) Promotigsn. The primaty use of 2valua=-ion is

to determine eligibili+y for promotion.The personnel offices

of “he services calculat2 out 52f ths available ja+ta
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qualification lists, which are service wide, *o determine
those NCOs who can be promoted if it is possibls in thei
pr2sent billet.

(2) cCareer Jobs. Evaluatioas have a very impor-
t;nt input in%o +the process of sela2c*ing NCOs for a career
job. NCOs can apply *o enlist fcr a career, which aeans to
s*ay until retirement at age fifty-three, after they have
finished the sergeant course and -eczived an evaluaiion on a
sergean+ billet, If *they are not accepted for carser they
have +o0 retire after a maximal enlis+menrt +ime of fifteen
years.

The letter grade of the last evaluation and “he
nuaber grade of the last three evaluations, with differen+
welghts assigned, car make up to sevanty percen: of the
points required “o qualify for a carszs2r job as NCO. The
remaining points are determined by th2 results of the serg-
eant course and marginal credit is also given for age, rare
gqualifications, fitness and the results of mili:ary
competi<ions.

(3) Master Sergeant. A siailar system 2xis%s to
determine *those who are eligible for master serjeant and

those 0f the mas*ar sergeants who receive additional pay.
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C. Procedures

Because of tha far reaching consequences of an
evaluation on the individual's career it is very impoz*ant
for their motivation and job satisfaction *+hat they feel
?. sufficiently informed and cocunseled by their coamapany comman-
der on their career and promotion chances [Ref. 36: p. U456].
'QE (1) Information. The iata which ars available
n! for the briefings on evaluations are the average figures of
each branch of the Army from *he last =2valuation with
respect +o frequency of latter and number grade for each
rank. Information on car2er chancss is also available from

the required point score for *he precading year's selec-

tion. With these information avery NCO car evaluats his
actual chances.

(2) Ipterviaw. Th2 most important part of “he

- evaluation process is the permanent zontact between compary
commander and the individual t> be 2valuated. Jnly by cegu-
i lar evaluation interviews can one bes assured *hat +the
requirements for good performance ar2 known and accep+ed aad
the necessary feedback is availabla. Intarviews are
prarequisites for improvemant of pecrformance ard can 1l2ad <o

2 job satisfaction. It should be undsrstood that the proviijed
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averages can serve only as a general orien+atiorn. Each
!i evaluation has to be determined by +hs individual conditions
; and achievenents.
5{ S. Enlistment and Resplistment

a. Situation

The majority >f the enlistments take place out-
side the influence of the regular unit as peoplz enlist
prior to the beginning of the draft >r in the basic *raining
unit, Even though the personr2l manajsment is centralized,
thare remains a decisive rasponsibili*ty within *he unicts *o
recruit and select the proper personn2l and apply in *ime
for their training ;nd aducation courses.An impor+tan+t number
of potential volunteers are influencad in their decisiorn to
enlist by experience in tha2ir unit.

The emphasis in the regqular unit wi*h respect to
enlistment has %0 be put into counseling and selection of
those officers and NCOs who are ne2d24 “o keep all billets
continuously manned and wh> are especially qualified and
willing to be transfered aftar anlistment.

The importancz to the iniividual coapanies in
reenlisting their own NCOs is furth2r 2mphasized by the €ac*
tha* *the NCOs often stay for their to*al enlistmen*t *+ime or

career with the same unit.
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Therefore the emphasis in the regular uni+ with
respect to enlisflent has to be pu*t into consultation ard
selection of those cfficers and NCOs who are rns2szded to keep
all billets continuously manned or who are especially
qualified and willing to b2 transfarzl after enlistmen=,.

b. Requirements

Because the parsonnel management is centralizad
and therefore less flexible, dsztail2d and long term planring
for cadets' and esnlisteds' careers is necessary. This is
further emphasized by the varie+y of requirements £or addi-
tioral training and education., Every 2nlisted soldier has
to be assigned to a trainiang ard employmen* ca%a2gcry based
on the demand in the unit and primarily his civilian
education and qualifications,

The regular NCO candidat: for +the commurica+tion
operating category is required %o have successfully finished
an apprenticeship in a civilian administrative job. This
requirement is relatively 2asy =o me2% because the vast
majority of the draftees in a coamunication operating
company are out of civilian administrative sectors.

FPor the ccmmunication control categary it is

much harder to find drafzses with ths required technical




apprenticeship which ars willing to 2nlist.A primary reason
is that the demand for thea ir the market place is also very
high and they are well compensated in the civilian

coamunity,

C. Training Offer
The willingness *o 2nlist or reenlist is quite
different betweea the branches of th2 Army, dep2nding on its

attractiveress and the type of qualifications which can be

achieved during an enlistmant. Bacause the majority of “he

b enlistees are unsatisfied with +their present civilian occu-

pation or want to improve their education (Ref. 37: p. 82],

= the type a2nd possibility 5f education durirg service “ime is
_ very important.

v (1) Appranticaship. Tha main attraction for a

four year enlistment is th2 offer to provide “hs applican*s
with the chance %5 completa an apprenticeship during *hat
time. As shown in several studies, the primary reason for
sixty~?ight percent of “hs enlistess for four or more years
is the desice for better training or *raining at all [Ref.
38: p. 81].

While the appranticeship for an administrative

job can be completed in a three months training coursa, <ha:

us




for the *echnical jobs re;uires'a year long effort of prac-
tical and theoretical courses. This training has to be syn-
chronized with the military NCO training which takes
fifteen months.

Only if persoanel selection and planning is dons
at the very beginning of an enlistmsnt can candidates finish
the desired education within the four years. Changes of a
curriculum or inadequate planning resul®* in delays and +he
necessity to reenlist for additional ysars which often is an
obstacle for enlistment or extension.

(2) Other Training. Por *he NCOs with eight or
nore years of enlistment, ther2 exists a variety of training
possibilities, They rang2 from licences for driving
instructors through crafts traiaing to undergraduate educa-
tion., The attendance in those cours2s can be during *he

service time in connection with car22r courses or at +<he 2nd

R

of the enlistment time to incraase the chances for a civi-
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lian career. Por such training, an 2nlistee is eligible as

u7

S; a result of his commitment to “he Arm=2d Porces and “raining
Eﬁ7 is considered a part of his service time. All zhose courses
?; wvhich are not formal *raining courses required by the bil-

E? let, are organized by the Armed Porc2s vocational promotion
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service.It provides about twern-y mod2l courses cf initzial
and retraining ard offers manry possibilities for further-e-
ducation in craf:s. The interested soldier carn also satisfy
school qualifications from secondary school to senior high
school.

A1l “hese training coursas can be atterded after
daty hours. But *he successful participation of an enlis+*ed
depends in part on the support of his unit.

6. Persopuel Iurpover
a. Probles

The turnover rate of parsonnel consti‘utes a
severe problem for the r2adiness of 2 uni*+ and carnot be
analysed from unit strength. I+ was observed during World
War II “hat the readiness of units r2>mained relatively
unchanged as long as the raplacements wers small enough %o
be integrated by the ‘nucl2us' of a anit [Ref. 391].

There are thr22 personnel groups *5 be coasid-
erad wvwith respect to the turnover problem. ®Bacu is subdect
to specific conditions and has its own impacts on the

readiness of a unit.
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b. O¢fficers

Por officers the average time in 2 urpit is rela-
tively shor+ but often double the tia2 of their US Army
equivalents. In 1979 fourty percent of all captains s+tayed
for three years with the same unit [Ref. 40: p. 132]. This
is also the average time desirsd for a coampany coammander to
be assigned to a uni: .

c. NCOs
For NCOs, esp=acially the ranks of sargearn+, the

time with the same unit is significantly higher than “hat of
officers. In 1979 thirty-two percant of all sergean*s
remained in the same urit for four %> six years and fifteen
percent even longer, wher2as only four percert were lsss
than a year with their pra2sent unit ‘Raf. 41: p. 132]).Thess
numbers look even better under “hs aspect “ha% an enlisted
needs a+ least four years service time befcre he can be pro-
moted to sergeant. In tha case of master sergeants the s=<a-
+ionarity is even grea%er.In 1979 four+y percent were
assigred to the same uni+ for longer +han seven years. With
+his informa*ion i¢ is guite obvious the importan+ rols NCOs

play with respect to continuity and solidarity. Essentially

they constitute t“he 'backbone' of a anirt,
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d. Draftees

(1) Replacement Cycle. Thes drafiees stay fer
twelve months with their assigned unit.This secas op*inmal
with respect to the total fif+een months of their service
time, However the circuastances which de*tract from this
positive picture are the juartsarwise replacement of parson-
nel. In order to maintain non comba* units at a high pres-
ence and at an acceptable readiness lavel, this procedurs of
exchanging about twenty parceat of *ha personnel of each
urit every gquarter was estiblished. The negative effacts of
this procedure are primarily psychol>ogical.

Three areas of impact caa be distinguished.

A. Group Coh2sion. The permanent turbulance
created by *his procedure prevent th: establishing of per-
sonal and group relations within squads, platoons and *he
unit as a whole.The compositions of the teams within %he
unit is coastantly changing.

B. Social Aspects. Anothzr kind of effect is
+he building of a social hierarchy among “he draftess,
dependirg on the quarter “hey joined the unit.Those con-
scripts who are in the last quarter >f their sarvice time

occupy the *op position. They have the best knowledge cf
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procedures and persons in their uni% whereas th2 newly
attached are uncertain absut the military life and therefors:
are at the bottom of the social hisrarchy. This develcpment
is a threat to the basic requirement of establishing a senss
o% comradeship.

C. Training Status. Andther effect of *he
replacement rhythm is on 2 unit's training status. Tha+
means it makes quite a difference with respect to psrfor-
mance io have in one telecommunication te<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>